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The relationship between the bureaucratic character of an adult education 
organization and its willingness to accept innovation in program development was 
investigated. An instrument was constructed and administered to 45 Cooperative 
Extension Service organizations to obtain a profile of each one in terms of five 
characteristics of bureaucracy as perceived by its members. From a pilot study of 
ten organizations felt to represent opposite ends of the bureaucratic continuum, 60 
items with the highest positive value were chosen and the final instrument sent to 67b 
staff members, eliciting a 927 usable response. It was hypothesized that, between the 
most and least innovative organizations, there would be no significant difference 
between the mean scores for each of five scales determined as measures of 
bureaucracy by the pilot study. The scales, which vary from rigid to flexible on a 
5-point scale, are (1) hierarchy of authority, (2) division of labor, (3) rules snd 
procedures, (4) rewards, and (5) impersonality. Budget and personnel were combined 
as resources; rules with rewards; and length of service and levels of authority were 
added to these variables in a regression equation. The five hypotheses were tested 
by Chi-square and the combined data analyzed in relation to each hypothesis using a 
multiple regression equation. Collectively the variables were significantly related to 
program innovations, but, individually analyzed, only resources and rules and rewards 

were so related. (MC) 
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INTRODUCTION 



Scientific and technological developments are important factors 
in the formation of a contemporary society distinguished by continuing 
change, a society unlike the one originally transmitted to the present 
generation jf mature adults. As cultural patterns persist in change, 
the educational organizations serving the adult population must be 
ready to meet new challenges or face the threat of obsolescence or 
eventual dissolution. Innovativeness in the development of educational 
programs may be the means of avoiding the latter alternatives. 

The ability of adult education institutions to anticipate the needed 
educational programs from the situation in the local, state, and national 
community appears to vary widely. Many factors impede or facilitate 
innovativeness in program development, and it seems to the writer that 
the administrative climate within which the organizational membership 
operates would have important relationships to the program output. 

The writer feels that the administrative climate of organizations 
varies between two extremes and that climate can be described best through 
the use of a theory of organization called "bureaucracy”. Even though an 
organization may be termed "bureaucratic," it need not: be administered 
in the same way as another bureaucratic organization. Rather, bureau- 
cratic organizations are thought to vary widely in the characteristics 
of their administration, and it is this difference in the administration 
of organizations which establishes in part the working climate for organ- 



izational members. 
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Purpose of the Study and Definition 
of the Variables 

The purpose of this study was to investigate the relationship 
between the bureaucratic character of an adult education organization 
and its innovativeness in program development. 

Bureaucratic character encompasses both organizational form and 
management procedures and varies in application between the extremes 
of rigidity and flexibility. Rigidity is the strict interpretation 
of bureaucratic characteristics and flexibility is the polar opposite. 

The bureaucratic character of an organization can be influenced by any 
person holding a position in the administrative or supervisory hier- 
archy; it is more than the idiosyncratic expression of one man's 
personality. The investigator believes that the administrative 
climate as perceived by the organizational member can be used as a 
predictor of his behavior more readily than information obtained 
from policy handbooks and rules and procedures manuals. 

Innovativeness in program development is not interpreted as a 
universal good; however, a limited amount of innovation is needed to 
develop new programs in a stable environment, and when the situation 
is changing rapidly, innovation may be a necessity for organizational 
survival. For the purposes of this study the interpretation of the 
term "innovation" is not to be restricted to the first known application 
of an idea or practice; it is however, to be confined to the reference 
groups of the organizational innovators which are to include all sister 
organizations performing similar functions. After thorough consideration 
of the possible alternatives, an individual may initiate an innovation 
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in program development by implementing a new idea or practice which 
either had its origin in the mind of the innovator or in a situation 
other than that of the circumstances to which it is to be applied. 

Indices of innovation in an organization may be categorized under 
the headings of service or policy innovations, process or procedural 
innovations, product or ou-.put innovations, organizational structure 
innovations, and innovations involving new personnel or clientele. 

Background of the Problem 

The personnel of organizations become accustomed to set patterns 
of action in performing their assigned roles, and these patterns remain 
relatively unchanged over extended periods of time. If one of the 
primary organizational objectives is performance efficiency, then these 
habitual patterns of action are recognized as desirable traits, but if 
there is a need for the membership of such an organization to synchronize 
their functions with a rapidly changing external environment and even 
anticipate necessary adjustments, habitual work patterns may be detri- 
mental. 

Synchronizing the functions of an organization with its changing 
external environment requires among other things an ability to innovate. 

Bureaucracy and Innovation 

Several writers have used or proposed the use of the characteristics 
of a bureaucratic model as a means of analysis in studying and theorizing 



